O ccupational and environmental health nurses have expanded their role, education, and specialization, and are striking out on their own. Many are no longer content working for others and want the autonomy of entrepreneurship. However, few nurses have business experience or business education. Most nursing curricula do not offer business courses. Small business literature affords little information about how to develop a business focused on the delivery of professional nursing services.
This article provides practical information occupational and environmental health nurses need to make informed decisions about self employment as nurse consultants. Building on previous MOHN Journal articles (Haag, 1997; Hau, 1997) related to consultation in occupational health nursing, this article discusses several important considerations for starting a business that offers professional nursing services. Topics include: • Characteristics of nurses that lead to entrepreneurship. • How to determine whether self employment is appropriate. • Definition of consultation and description of different consultation models. • Getting started. • Initiating a business plan.
• Choosing a name.
The information is practical but not all inclusive. It provides "food for thought" to stimulate thinking in relation to an independent consultation practice.
Nurses are educated from a holistic perspective, that is, the focus of a nurse's formal education is to care for the individual, not to treat a disease. Nurses are educated to assess a client's condition, considering medical, family and social conditions that may be affecting the client's health status. Therefore, nurses are positioned to see the broad picture, which is a critical skill in innovation.
Occupational and environmental health nurses apply this broad perspective and the nursing assessment model to worksite health issues. They see the big picture at the workplace and develop innovative solutions to protect employee health and prevent occupational injury and illness. This experience and knowledge translates well to self employment in the occupational and environmental health field.
Although seeing the broad picture is a first step in self employment, certain personality traits and preferences also are important for successful self employment. No absolute profile exists for a successful business owner. However, there are characteristics common among self employed individuals. Thus, before beginning to plan for the business, it is important for the potential occupational and environmental health nurse consultant to conduct a self assessment to determine if self employment suits the nurse's style and preferences. A successful entrepreneur must be truly interested in the work, believe in the service, and be highly motivated. According to the American Institute of Small Business (1997), a successful entrepreneur has "desire, diligence, details, discipline, and determination."
In a qualitative study of four nurse entrepreneurs, Roggenkamp (1998) found many of these characteristics. The nurses in the study had the following commonalties (Roggenkamp, 1998) : • A strong commitment to the business. • Desire to stay close to the customer. • The traditional entrepreneurial personality (e.g., willingness to take risks, assertiveness, strong sense of leadership ). In addition, Roggenkamp (1998) found:
...the nurses' love of their particular field of nursing is a prevailing theme in how they operate their businesses, how they respond to challenges, and how they evaluate the rewards of owning their own business .... The nurses' commitment to their businesses is remarkable ...they sense a strong duty to their clients, their employees, and to other nurses who may be viewing them as role models. They have a feeling that nursing can really make a difference in the business they have chosen and they have taken that on as a Roggenkamp's (1998) finding echoes the American Small Business Institute's (1997) assessment that entrepreneurs need strong motivation and commitment to their businesses.
In addition to being motivated and committed, many successful entrepreneurs, especially those who provide a service, have highly social personality types, are very organized, and are highly competitive. Given these traits, potential nurse consultants may ask themselves the following questions: The nurse who conducts a self assessment and finds a high level of motivation, effective social skills, organizational expertise, personal drive, tenacity, and a love of occupational and environmental health nursing may be well suited for owning a business and providing consultation services.
GETTING STARTED: EXPLORING SERVICE OPTIONS
After determining the personality fit, the next step is to begin developing a business plan by exploring the types of services to provide. The U.S. Small Business Administration (SBA) (1998a) provides many resources to assist an entrepreneur at each step of this process. Its Internet publication, First Steps: How to Start a Small Business (U.S. SBA, 1998a) , takes readers through a list of questions designed to help them evaluate business and personal goals, including: • Why do I want to have my own business? • What are my goals?
• What type of services should I offer?
• What are the pros and cons of each of these types of services?
Responding to these questions in writing helps individuals organize their thoughts and focus on specific ideas, the first step in the development of a business plan.
Deciding What Services To Offer
Deciding what services to offer involves considering the type of consultancy model to use as well as the type of service expertise to offer. According to Berragan (1998) : Caplan (1970) described consultation as a process in which the help of a specialist is sought to identify ways of handling work problems involving either the management of clients or the planning and implementation of programs .... In general, therefore, consultation appears to be based upon a problem solving approach in which the consultant serves as a catalyst for change .... Consultation is fundamentally the act of helping (Bell & Nadler, 1979) . Berragan (1998) described three models of consultation: • Purchase of expertise. • Doctor/client. • Process consultation.
CONSULTATION MODELS

Purchase of Expertise
In the first model, the organization wanting help defines a need, decides its organization is unable to meet the need, and seeks an expert to fulfill the need (Berragan, 1998 ). An example of this may be a small business owner who knows the Occupational Safety and Health Administration (OSHA) standard on lead exposure requires employee training. The owner has defined the need and may seek a trainer to fulfill it.
Doctor/Client
In the second model (Berragan, 1998) , a consultant is brought in to diagnose the problem and prescribe treatment for the problem. For example, employees working in an office complain about general malaise and breathing difficulties. The employer seeks an occupational health expert to evaluate and diagnose the problem: mold growing in an air conditioning unit. The consultant recommends a treatment to rid the room of the air contaminant, thus, solving the problem.
Process Consultation
In the final consultation model, the consultant does not solve the problem but teaches the client diagnostic and problem solving skills. For example, the consultant works with the employers to establish a safety and health program and teach the employer how to conduct a hazard assessment, recognize when occupational health expertise is needed, read the OSHA regulations, and find resources.
According to Berragan (1998) , each model is dependent on the focus and desired outcome of the consultation relationship, and each has its niche. As Berragan (1998) stated, "The models must be used with careful consideration and clear assessment of the aim of the consultation and outcomes required." The occupational and environmental health nurse consultant must determine which model best fits the nurse's style, the individual consultation request, and the service expertise offered.
SERVICE OPTIONS
Often, the type of service offered determines which consultation model to use. Therefore, the nurse consultant must determine which services to offer. The nurse needs to explore the pros and cons involved in the various possible service options before making a decision. Some possible service options are: • Writing protocols, procedures, policies, or outreach materials for various companies. • Providing clinical services to a variety of small business manufacturers. • Providing employee education and training programs. • Providing a comprehensive occupational and environmental health care program. • Focusing on a specific topic and offering services to meet needs related to that topic. • Providing case management services.
Thoroughly reviewing the issues involved in providing each type of service helps determine the proper "fit" for the nurse consultant and leads to a successful business venture. The following discussion explores some of the issues related to the types of services mentioned above. Although the discussion is not comprehensive, it demonstrates how to explore options by isolating some component issues and brainstorming ideas.
Option 1: Writing Procedures and Programs
An occupational and environmental health nurse who enjoys writing and excels in this skill may choose to focus on writing services such as written programs for hearing conservation, safety and health management, or ergonomics. In this case, the nurse consultant must consider the type of company, regulations, and laws governing protocol and procedure writing, and the corporate culture and style. When determining which projects to accept, the consultant's expertise in the subject plays an important role. If the client wants to have an ergonomic policy and program written, but the nurse consultant has no experience in ergonomics, the project may not be a good choice, and the consultant may fail.
Option 2: Providing Clinical Services
Providing clinical services to a variety of small manufacturers is another option. This option requires consideration of many legal and liability issues. In clinical settings it is imperative for the occupational and environmental health nurse to know the nurse's scope of practice as defined by the state (e.g., what functions the nurse may perform autonomously). In addition, liability issues governing the nurse's practice at each site also must be understood clearly and defined. The procedures and protocols for the clinical setting need to be documented, and the company's staffing and consultation practices should be understood. The occupational and environmental health nurse consultant needs to work with management and an attorney to clearly define in writing the liability and responsibility for both the company and the nurse. An example of providing clinical services as a self employed nurse is working on the employer's premises to provide nursing assessments or screenings and surveillance programs, such as audiometric testing or spirometry.
Option 3: Providing Training and Educational Programs
Many workplace health nurses are experienced trainers, enjoy training employees and conducting wellness/health promotion classes, and routinely provide educational programs. However, this area also has concerns which need to be addressed before entering into an agreement with a client. One consideration is whether to offer wellness/health promotion courses, compliance driven training programs, or both. To properly address this concern, nurse consultants should assess their qualifications, knowledge, and comfort level to determine the best fit.
After this determination is made, it is important to examine the business community to determine business needs and resources available to meet those needs. The nurse consultant must have a realistic perspective of the opportunities in the community and knowledge of the competition. It is important to understand the needs of the businesses in the community, how those needs are being met, and which needs are underserved. For a successful enterprise, it is crucial to design products which meet underserved needs. Offering wellness programs where 10 other companies are providing the same service may decrease opportunities for success.
For example, fitness companies and wellness organizations often offer wellness and health promotion programs. Likewise, industrial hygienists and safety professionals offer many regulatory compliance programs. The smart occupational health and environmental nurse consultant recognizes this competition and seeks a unique MARCH 2000, VOL. 48, NO.3 niche, one different from industrial hygienists, health promotion specialists, and safety professionals. For example, the occupational health nurse is uniquely qualified to conduct bloodborne pathogen training and discuss needlestick injuries and potential illness and treatment. The nurse approaches this issue with the experience of a sharps user who knows the problem and as a health care professional familiar with bloodborne pathogen diseases and treatment. Some nurse consultants succeed by joining forces with other occupational and environmental safety and health professionals to provide multidisciplinary offerings. Evaluating business needs and competition in each of these areas facilitates informed decision making.
When developing training programs, a new consultant also must be cautious of potential legal problems arising from curriculum design. Helpful questions to ask when starting a program include: • Will the nurse develop original curricula or will published materials be used? • Is the nurse consultant permitted to use published materials such as videotapes, written materials, or audio tapes for gain which have been developed by other companies without obtaining special permission? • Does the nurse consultant need to receive special training or pay a fee to use materials developed by others?
Option 4: Offering a Comprehensive
Occupational and Environmental Health Program
The option of offering a comprehensive occupational and environmental health care program is often an attractive choice for new nurse consultants. However, this can be an overly ambitious goal. According to Dailey (1993) :
The nurse consultant may be more experienced in health promotion/wellness; or perhaps the area of expertise is in case management. The mistake is to offer every service or consultation because a potential client has expressed an interest or because the business definition encompasses all traditional occupational health nurse activities. To do so is to spread the business too thin, requiring too wide a requirement in resources, certifications, and maintenance of up to date knowledge. This option should be considered carefully, and many questions should be asked and answered before the nurse consultant makes a commitment.
Option 5: Focusing on a Specialty Area
Focusing on one practice area allows the occupational and environmental health nurse to specialize. However, the area selected should have broad appeal to multiple clients and provide long tenn business opportunities. The nurse consultant may choose to focus on a specific health and safety issue, such as ergonomics and offer comprehensive services. These services may include designing program plans, evaluating worksites, training employees, setting up work hardening programs (i.e., rehabilitaion programs that individually prepare employees to return to work), and developing awareness education for management. As with other options, it is important for the nurse consultant to know the business community's needs, the competition, the liability issues, and the community's readiness to address the chosen practice area.
Option 6: Case Management
Many employers are hiring outside consultants or insurance companies to provide case management for workers' compensation cases. Occupational health nurses have experience with case management. Some nurses have obtained additional education and training in this area, and some have received board certification in the subject. An occupational health nurse with experience in case management may want to focus the new business on case management services for insurance companies, a single employer, or a group of employers.
This discussion has touched briefly on a few issues and concerns related to various options for independent consultant practice. Many other issues exist. Through brainstorming and writing down all thoughts related to an issue, the potential nurse consultant is better able to evaluate practice options and determine an appropriate fit.
Whichever option the potential nurse consultant chooses to pursue, it must be well researched and evaluated for its compatibility with the most comfortable consultation model, the nurses' qualifications and desires, the business community's needs, and the competition's gaps . The consultant who not only knows the community and the competition but also is personally and professionally suited to the chosen practice area has a solid base on which to start a new business.
Thus, the consultant fulfills the first stage of the business plan. As summarized by Haag (1997) , 'T he business owner must decide the types of services and products that will be provided, who will buy the services and products, and how these products and services will be different from those provided by the competitors."
THE BUSINESS PLAN
After determining the business focus, the nurse must begin planning for a future as an independent consultant.
In the study conducted by Roggenkamp (1998) , the pri-140 mary disabling factor posing difficulties or impediments to the nurse entrepreneur was lack of business skills. Nursing education does not prepare the nurse for a nontraditional role such as operating an independent nurse related business. Therefore, it is extremely important for the nurse consultant to prepare a business plan.
A business venture must have a business plan. According to Haag (1997) :
A business plan is the owner's road map for a successful enterprise-a blueprint, a statement of goals and hopes, a compass, and a guideline to planned action. It is the current and futuristic x-ray of the business.... Owners who provide a business plan with clear definition of the business, evidence of strong management, thoughtful marketing capabilities and an attractive financial structure have a competitive advantage and are more successful in obtaining the necessary funding.
In addition, the process of writing a business plan enables the entrepreneur to hone ideas into solid propositions . The business plan not only helps the writer pull ideas together into workable projects but also is the strongest tool for soliciting financial support. Therefore, creating a business plan requires indepth thought. Proper planning should include consideration of business resources and current operational and financial needs, as well as the changes that may affect the situation in the future (American Institute of Small Business, 1997). To summarize, a business plan is necessary to set direction, provide insight to potential financial supporters, and keep the business owner on track .
In addition to the current areas of focus, an effective business plan also looks to the future. The American Institute of Small Business (1997) advises:
Business ventures need to be planned. Proper planning must consider not only the resources of the business, current operations, and financial needs but also the changes that can affect your situation in the future. The small business person must be constantly aware of consumer. governmental. competition. and business trends.
A business plan should include a description of the business and marketing, financial, and management plans (U.S. SBA, 1998b) . To obtain more details on items to include in a business plan and how to write one, the nurse consultant may access one of many resources available to help entrepreneurs. Haag (1997) reviewed the sections of a business plan and their purposes and provides occupational and environmental health nurse consultants with infor-mation and ideas for writing a successful business plan. The U.S. SBA (l998b) online document, The Business Plan: Road Map To Success, A Tutorial and Self Paced Activity, provides information related to developing a business plan and has a fill in the blanks activity. Other publications have guidelines for writing business plans and examples. Two of these are The Small Business Handbook by Burstiner (1994) and How to Set Up Your Own Small Business, volume II, by the American Institute of Small Business (1997) . Both of these publications, as well as many others focusing on writing business plans, can be found at public or university libraries. Of course, the nurse .consultant needs to adapt the advice to make it applicable to professional nursing services. Sections related to manufacturing and retail sales may be eliminated.
Ascertaining current and future trends, financial needs, business goals and objectives, and marketing opportunities are all important elements of the planning process. Although writing a business plan is time consuming, detailed, and sometimes complicated, it lays the foundation for a strong and successful business.
NAMING THE BUSINESS
A name is an important part of the business because it is often the first contact customers or clients have with the entrepreneur. Careful consideration is required when naming a business, and the selected name must be descriptive, appropriate, and memorable. Many small business owners use their own name in the title of the business. By using one's own name personal identity or recognition is extended to the business (American Institute of Small Business, 1997).
If using a personal name, the name should be no longer than three syllables, or 10 characters. This is a practical consideration so the name will fit onto signs, letterheads, advertising, and invoices, for example. Hyphenated names should be avoided because they may initiate questions of multiple ownership and confuse customers. When considering the use of a personal name, entrepreneurs should choose to use their personal name if it is appropriate, it fits, and they like it (American Institute of Small Business, 1997).
The American Institute of Small Business (1997) offers some rules of thumb for naming a business: • Do not start the business name with a letter such as "A." • Do not use an initial followed by a name (e.g., E.
Marie Papp). • Avoid apostrophes at the beginning of a name.
• Check your competition. • Determine which type of name suits you-trendy, MARCH 2000, VOL. 48, NO.3 clever, or classic names. • Use subheads to describe the business further.
After selecting the name, the prospective consultant should research the name to ensure it does not infringe on another business's name. It is important to check the competition for duplication in both personal and descriptive names. Checking the yellow pages of the telephone book, researching the trade area, and contacting the local or state office which grants authority to register names are essential. In many states, this is the Department of Secretary of State or the Department of Commerce. The consultant also may consider hiring an attorney to conduct a trade/service name search (American Institute of Small Business, 1995) .
However, if the business owner wants to spend time instead of money, it is possible to pursue a name search without an attorney. Patent and trademark depository libraries (PTDLs) hold information on all trademarks issued. Many PTDLs have trademark information on file since 1872. This information is available to the public at no charge (U.S. Department of CommercelPatent and Trademark Office, 1995 , 1995) . The business owner should research pending and abandoned, as well as current service/trademarks.
After verifying the name's originality, the business owner may want to claim rights to the mark (e.g., name, logo, special type design). A professional service such as occupational and environmental health consulting calls for a service mark rather than a trademark. The U.S. Department of CommercelPatent and Trademark Office (1995) defined both marks as "a word, phrase, symbol, design or combination ...which identifies and distinguishes...." A service mark is different from a trademark because it is used exclusively for services, while a trademark is used for products or a combination of goods and services.
Federal registration is not required to establish rights to a service mark. In fact, a consultant can begin using the service mark designation without registering with the federal government. The service mark usually appears in superscript letters slightly above the last letter of the name. This service mark must appear every place the name is used. In essence, it becomes a part of the name. The name then is considered marked and carries the right for the owner to be the sole user of that mark.
If the business owner wishes to ensure there is no infringement of the name chosen, federal registration is inexpensive (approximately $250). It can help the consultant avoid costly legal disputes by clearly establishing
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Consulting is an attractive career option for many occupational and environmental health nurses. However.
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Papp, E.M. who owns the name and the date the owner began using the name. For further information and an application. the consultant can contact the Patent and Trademark Office at the U.S. Department of Commerce (1995) .
In addition to federal registration. some local governments require that a name other than the owner's name be registered.For example. in Fairfax County. Virginia a trade name must be registered with the clerk of the court.
lacking education in business. many nurses often are unsure about how to proceed in starting their own business.
This article addresses only a small portion of the issues involved with starting a business. Discussion of other business factors such as pricing of services. office location issues. managing finances, and planning for sick days. vacations. and other benefits requires a separate article to give justice to the discussion.
However. by using the information in this article to stimulate thought. the prospective nurse consultant can begin the process of establishing a new career. By using resources to assist in planning and then following up with a well written business plan. the dream of owning a business can become a reality. As Berragan (1998) 
stated:
Nurses and nursing would benefit from exposure to nurses who can demonstrate expertise and excellence in their fields. and who are able to facilitate creative and innovative practice.... This comparatively new dimension in nursing is...an exciting and inspiring time in nursing history.
Every business must have a plan. A business plan is essential to starting a business. It solidifies the entrepreneur's focus, lays the foundation for the business, provides a tool for evaluating success, and is a strong tool for soliciting financial support.
Exploring which services to offer is the next step in starting a business and consists of determining not only which service to offer (e.g., writing policies or protocols, providing clinical services) but also which type of consultation model to use (l.e., purchase of expertise, doctor/client, process consultation).
The name of the business is an important consideration because it is often the first contact the customers have with the occupational health nurse consultant. The name must be descriptive, appropriate, and memorable. Journal 2000; 48(3) ,136-142.
AAOHN
Nursing experience translates well to self employment in the occupational and environmental health field. However, nurses must conduct a self assessment to determine whether owning a business is a good fit for their personality and work style.
